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Abstract 
Although some research has been done on organizational culture, project management, and project management 
effectives, there has been less focus on organizational culture type interventions in projects and how they may be 
related to these concepts. The general research question in the project that is reported in this paper was therefore, how 
are organizational culture type interventions related to project management? A mix of qualitative and quantitative 
data was gathered from project management consultants through questionnaires, interviews and focus groups. 
Respondents were asked about the interventions they use that contribute to project management effectiveness, as well 
as in which in different organizational cultures and phases of projects these interventions were implemented. From 
the data different kinds of interventions were derived, based on the purpose they serve, namely connecting, 
controlling and actuating interventions. The interventions were cross-tabulated with the competing values framework 
and project phases in which they were used. This resulted in a theoretical model that firstly presents the type of 
interventions that are used and that secondly explains the relationships between the various concepts. 
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1. Introduction 
Projects are often complex and even with the best planning and application of other good management 
principles it is still necessary to monitor progress and on occasion to intervene in some way to keep the 
project on track and increase chances for success. This assumption forms the basis justification for 
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including controlling elements to theory and practice in project management. Turner (2007) for instance 
refers to controlling as a step in the project management life cycle aimed at monitoring and taking 
corrective action, in other words intervening. However attention in the literature has been focused mostly 
on the topic of formal structured monitoring and controlling, and somewhat less on the corrective actions 
themselves and the role of organizational culture (see for instance Koppenjan et al., 2011; Pemsel & 
Wiewiora, 2012; Vanhoucke, 2012).  
This paper reports on a study in which interventions and their relationship with organizational culture 
and project phase were investigated. This investigation is part of a larger research project studying the 
relationship between project management and organizational culture. The research question in this 
specific project was: how are organizational culture type interventions related to project management? 
More specifically the sub-questions in the study were: what is the nature of interventions in project 
management that contribute to project management effectiveness; how are these interventions related to 
the culture of an organization; and how are these interventions related to the phase of a project?  
2. Literature review 
Research on the topic of interventions mainly resides in the change management, organizational 
behavior and organizational culture literature. See for instance Boonstra & Caluwé (2006). In the project 
management literature the concept has enjoyed limited but increasing attention. A full-text search through 
all papers appearing in the International Journal of Project Management (IJPM) since 1983 reveals a total 
of 208 papers in which the term “intervention” is used. A search in the Project Management Journal 
(PMJ) from 1997 until 2012 reveals only 3 papers in which the term intervention is used bringing the total 
of papers with mentions in these two journals to 210. Table 1 indicates the number of papers per year in 
which the term was used.  
Table 1. Number of papers in IJPM referring to “intervention” 
Year Nr of papers Year Nr of papers Year Nr of papers Year Nr of papers Year Nr of papers 
2012 17 2002 13 2007 17 1997 3 1994 1 
2011 22 2001 2 2006 14 1996 7 1993 1 
2010 20 2000 5 2005 5 1990 0 1985 3 
2009 15 1999 6 2004 13 1989 1 1984 4 
2008 17 1998 3 2003 8 1995 1 1983 3 
As can be seen the number steadily increases. Note specifically the growth since 2006. The number of 
papers for 2012 was counted only until the 4th issue of volume 30 in May, and this number already stands 
at 17. If the trend continues it is likely that the use of the term “intervention” could go as high as 35 for 
the whole of 2012.  
Within these papers only 13 uses the word in the abstract or in the paper outline, and none in the title 
of the paper, implying that interventions was a fairly central topic in these investigations. 
The contexts where interventions were mentioned in these papers vary. Chen (2011), for instance, 
focuses on the use of the meetings-flow approach by contract-based clients to intervene in the 
development of projects. El-Sayegh (2008) studied risks in the construction industry in the United Arab 
Emirates and found improper intervention by owners (such as changes in the design) as a significant risk. 
O’Leary and Williams (2008) argue that creating room for direct intervention by managers (in 
problematic IT implementation projects), using the right skills, has a positive impact on project delivery 
331 Annelouc Best et al. /  Procedia - Social and Behavioral Sciences  74 ( 2013 )  329 – 338 
performance. Ivory & Alderman (2005) argue along the same lines and point out the benefits of using 
interventions in complex projects. The only study that brings culture and interventions together is that of 
Van Marrewijk (2007), but the focus here was on interventions from outside projects as a strategy aimed 
at bringing about change in a project culture. 
It is however worthy to note that although the topic of interventions has been investigated to some 
extent there has been little attention to defining interventions in project management and as far as could 
be determined there has not yet been any effort to study the nature of interventions. For this reason it was 
deemed appropriate to study this phenomenon in the project management context using an exploratory 
and inductive approach.  
As a starting point a definition of intervention was required and was identified in the change 
management literature and slightly adjusted for this project. For the purpose of this study an intervention 
was defined as an active, deliberate and planned action to accomplish, accelerate and/or influence the 
achievement of project results (derived from Boonstra & Caluwé, 2006 and Caluwé & Vermaak, 2003).  
Research on organizational culture is also mainly published in sister disciplines of project 
management. The literature provides many definitions. Maull et al. (2001) however offer a simple yet 
accurate definition by saying that organizational culture is `the way we do things around here’.  
Many models of organizational culture exist. Some models suggest descriptions of cultural factors (for 
instance Hofstede, 1994; Schein, 2004) and others rather classify culture types (Cameron & Quinn, 1999). 
For the purpose of this research the classification of organizations into culture types is useful because it 
allows for a more salient matching between culture types and the interventions that work better within 
these types. The Cameron and Quinn (1999) model was selected as most appropriate. 
The model and accompanying competing values framework describes four organizational culture types 
namely the family culture, the hierarchical culture, the adhocracy culture and the market culture. They 
also make a distinction between two factors namely the internal vs. external focus and the flexibility vs. 
stability (Cameron & Quinn, 1999).  
The family (or clan) culture is dominated by team work, participation and involvement whilst the 
hierarchical culture type is dominated by stability and standardized procedures and rules. Both are more 
internally focused. External oriented cultures are the adhocracy culture and the market culture. The latter 
is characterized by a competitive focus, aggressive strategy and a clear goal. The adhocracy culture is 
dominated by flexibility having innovation and entrepreneurship as main characteristics.  
In the project management field the topic of organizational culture has enjoyed some research attention 
(see for instance Cheung et al., 2011; Hastings, 1995; Fong & Kwok, 2009). A search in IJPM and PMJ 
reveals 38 papers in which organizational culture was a central topic. Loo (2002) for instance studied 
factors that may act as barriers for best practices and highlights organizational culture as such a possible 
barrier. More recently Lindner & Wald (2011) studied the influence of organizational culture and other 
related factors on knowledge management effectiveness in and between projects. Their findings confirm 
suggestions of existing research that organizational culture specifically is the most important factor. 
Research on project management effectiveness abounds and only in the International Journal of Project 
Management (IJPM) more than 700 papers refer to effectiveness in the project management environment. 
Contributions in the form of project management methodologies that increase effectiveness are: PRINCE 
2, PMBOK, IPMA, Dynamic Systems Development Method (DSDM) and Working by Project Basis 
(Berenschot, 2006). For the purpose of this project effectiveness is defined as ‘getting the right things 
done’ (Drucker, 2006).  
Concerning the concept project phase the literature reveals several suggestions for phases that one 
would find in projects. Turner (2007) for instance refers to steps in the project life cycle and mentions 
several possible steps. The IMBOK (1996) also refers to several phases, depending on the nature and 
context of the project, but suggests that a generic life cycle for a project would have an initiating phase, 
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intermediate phases, and a final phase. For the purpose of this investigation three phases were identified 
namely the initiating, execution, and closing phase. These were terms that respondents in this study were 
familiar with, as determined through orientation discussions with the organization, and since they worked 
on a variety of projects a more generic life cycle was deemed appropriate.  
Although it is clear that the central topics that are relevant in the research that is reported in this paper 
have enjoyed attention by other researchers, it must be noted that they have not been studied in this 
combination.  
The next section describes the research method and how these concepts were operationalized for the 
investigation. 
3. Method 
This study was partly inductive and exploratory in nature since the first step was to discover which 
interventions are used and to create are framework depicting the types of interventions that were found. 
Two different research approaches were utilized, namely a quantitative and qualitative approach. The 
combination of the two methods builds on the strength of both (Schulze, 2003). To answer the main 
research question three different types of research methods have been exploited namely a questionnaire, 
interview, and focus group.  
3.1. Sampling 
In this research the population consisted of consultants (from a medium sized consulting company in 
the Netherlands) who had project management experience, meaning that a person managed at least one 
project. In the organization 47 such participants were identified. Since 42 respondents participated it can 
be concluded that the sample size of this research is representative for the population. No sampling 
method has been used since it was possible to address the whole population; all 47 participants received a 
personal email invitation to participate in the research. It has to be noted that the participants were from 
one organization and that this organization was selected because full access was available and because 
this was partly an exploratory study in this area that could be repeated in a wider context later. 
Nevertheless, even though the participants were from one organization, each of them represented a 
different project outside of this organization. This implies that data about 42 projects in other 
organizations was collected. 
3.2. Data collection 
Three different methods for data collection were used, firstly a questionnaire, followed by four 
interviews with selected respondents and finally three focus group session.  
At first, a questionnaire was created and a survey conducted. Each respondent was asked to use their 
last finished project as context for filling out the questionnaire. The questionnaire has been divided in four 
sections each requiring responses from participants: personal information, project information, 
organizational culture, and interventions and their relation to effectiveness.  
Personal and project items asked for information about topics such as the project management 
experience of participants and information on the last project they worked on. 
Items on organizational culture were intended to determine the kind of culture of the organization 
where respondents were working (their project environment). This was operationalized by listing eight 
characteristics for each of the four organizational culture types according to Cameron and Quinn (1999) 
and asking respondents to select a minimum of five that would represent their project environment. 
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Interventions were clearly defined and participants were asked to write down two interventions which 
were used during their last planned project. In addition respondents were also asked how the intervention 
was executed, for whom and why. Participants were also asked to indicate in which phase/s of the project 
the interventions took place. Effectiveness was also defined for participants in line with the literature and 
then they were asked to answer two questions related to the effectiveness of each specific intervention.  
The second method of data collection consisted of interviews with four participants who already filled 
out the questionnaire. The main goals of the interviews were to receive more information and gain depth 
about the responses gained through the survey. The interviews lasted an average time of 2.5 hours, were 
semi-structure in nature and were held in an informal setting.  
Lastly three focus groups were conducted. The first focus group was organized with the two board 
members of the participating organization and two consultants who participated in a brainstorm session 
on organizational culture. The second focus group included consultants and additional associates from the 
participating organization and was attended by 35 persons. The third group consisted of five professionals 
working as project managers at the University of Applied Sciences in Utrecht. In the focus groups, the 
group was presented information about the research and the results to date and asked to provide feedback. 
This resulted in additional information and was used to validate and refine the findings. 
3.3. Analysis 
Data collection and analysis occurred iteratively, thus data from questionnaires were analyzed first and 
the results used to guide further data collection and analysis through interviews and focus groups. The 
main analysis activity consisted of procedures for the analysis of qualitative data. Since respondents were 
asked to identify and describe interventions this resulted in qualitative data in which patterns needed to be 
discovered. Since no preconceived models, theories or frameworks were identified or used in this 
research certain grounded theory techniques could be applied in the analysis of the data.  
It has to be noted though that this was no grounded theory study, as defined by authors such as Glaser 
& Strauss (1967) and Glaser (1992), and no grounded theory was created. However, as argued by Smit 
(1999), it is possible to use grounded theory techniques fruitfully for the analysis of qualitative data. More 
specifically for this investigation open coding and constant comparative analysis were used.  
Open coding is the initial process of studying each identifying unit of meaning (or data bits) in the 
data, naming it, and grouping them into categories (Urquhart, 2001). This was used in conjunction with 
constant comparative analysis which can be explained as a process of looking for patterns in the data and 
then conceptualizing them (Glaser, 1992). In practical terms one has to compare units of meaning with 
each other (as well as units of meaning with concepts and categories), by looking for patterns indicating 
similarities and differences between them. These analysis activities resulted in a framework (or model) 
that represented the identified patterns (or categories) of intervention types that were revealed in the data.  
Having had such a model in place it was possible to take the next step by cross-tabulating these types 
of interventions to the organizational culture type and project phase in which they were used. The next 
section describes the results of this analysis as well as a discussion of the findings. 
4. Findings and discussion 
Firstly the data revealed some information about the respondents and the project environment they 
were working in. The respondents, consultants with project management experience, worked in differed 
sectors during the, by them, described project. The executed projects were equally divided over five 
sectors, namely: ‘retail and wholesale’, ‘services’, ‘governmental agencies’, ‘finance, insurance and real 
estate’ and ‘transportation, electricity, gas and cleaning’. In two sectors no project was performed, these 
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sectors were ‘agriculture, forestry and fishing’ and ‘construction firms’. Most projects were typified with 
a known start and destination (54.8%). Furthermore the projects involved mostly the second order of 
change, the change of behavior (73.8%) as defined by Caluwé & Vermaak (2003).  
4.1. Types of interventions 
From the questionnaire and interview data 84 descriptions of organizational culture related 
interventions were identified which, according to the participants, increase project management 
effectiveness during specific project phases within certain organizational cultures. These 84 intervention 
descriptions categorized into 13 interventions that were in turn categorized into intervention types. Figure 
1 shows the main categories of the interventions with the related subcategories. 
 
Fig. 1. Types of organizational culture related interventions 
Three types of interventions emerged from the data namely controlling interventions, connecting 
interventions and actuating interventions. Controlling interventions serve to facilitate more control over 
the project (resources). The management of time, money, people and quality belongs to this category. 
Connecting interventions have as goal to connect people and thoughts. Actuating interventions are used to 
move people towards action or in a certain direction.  
4.2. Organizational culture and its relation to intervention types, project management phase and 
effectiveness 
The findings reveal that most respondents were working on projects in organizations with a family or 
hierarchy culture. This section describes the types of interventions that contribute to project effectiveness 
in these organizational culture types as well as in which project phase they were implemented. 
Table 2 presents the interventions types that were used in each organization culture type. As can be 
seen 47 of 84 (56%) interventions were used in organizations with a hierarchy culture whilst 23 of 84 
(27%) were used in organizations with a family culture. Controlling and actuating interventions were 
most prominently used in a hierarchy (representing 15 of 47 = 32% and 22 of 47 = 47% respectively of 
the total of this culture) whilst actuating interventions were most used in a family culture (17 of 23 = 
74%). This does seem surprising since one may be forgiven to expect that especially in a hierarchy a need 
to make controlling interventions would be required somewhat less than in a family culture considering 
the structured nature of hierarchies and the focus they traditionally have on control.  
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Table 2. Cross-tabulation interventions and organizational culture 
Adhocracy Family Hierarchy Market Total  
Controlling: 0 
Connecting: 0 
Actuating: 2 
Total: 2 
Controlling: 3 
Connecting: 3 
Actuating: 17 
Total: 23 
Controlling: 15 
Connecting: 10 
Actuating: 22 
Total: 47 
Controlling: 4 
Connecting: 2 
Actuating: 6 
Total: 12 
Controlling: 22 
Connecting: 15 
Actuating: 47 
Total: 84 
The findings on the use of the different interventions during different phases are presented in Table 3. 
Table 3. Number of interventions by project phase 
Initiating phase Executing phase Closing phase During the whole project Total 
Controlling: 7 
Connecting: 2 
Actuating: 11 
Total: 20 
Controlling: 8 
Connecting: 4 
Actuating: 23 
Total: 35 
Controlling: 1 
Connecting: 1 
Actuating: 3 
Total: 5 
Controlling: 6 
Connecting: 8 
Actuating: 10 
Total: 24 
Controlling: 22 
Connecting: 15 
Actuating: 47 
Total: 84 
The data reveals that most interventions were implemented during only the execution phase of projects 
(35 of 84 = 42%) and somewhat less during only the initiating phase (20 of 84 = 24%). A reasonable 
number of interventions were also implemented during all the phases of projects (24 of 84 = 29%). 
Notable is then that few interventions are required during the closing phases of projects. During both the 
initiating and execution phase the most prominently used intervention type was actuating interventions 
(11 of 20 = 55% and 23 of 35 = 66%). Finally in order to provide a view of potential relationships 
between the three main concepts Table 4 offers a cross-tabulation of interventions types, organizational 
culture and project phase.  
Table 4. Cross tabulation of project phases, organizational culture and intervention types 
 Adhocracy Family Hierarchy Market Total  
Initiating phase 
Controlling: 0 
Connecting: 0 
Actuating: 0 
Controlling: 1 
Connecting: 1 
Actuating: 7 
Controlling: 4 
Connecting: 1 
Actuating: 2 
Controlling: 2 
Connecting: 0 
Actuating: 2 
Controlling: 7 
Connecting: 2 
Actuating: 11 
Executing phase 
Controlling: 0 
Connecting: 0 
Actuating: 2 
Controlling: 2 
Connecting: 0 
Actuating: 6 
Controlling: 5 
Connecting: 3 
Actuating: 12 
Controlling: 1 
Connecting: 1 
Actuating: 3 
Controlling: 8 
Connecting: 4 
Actuating: 23 
Closing phase 
Controlling: 0 
Connecting: 0 
Actuating: 0 
Controlling: 0 
Connecting: 0 
Actuating: 0 
Controlling: 1 
Connecting: 1 
Actuating: 3 
Controlling: 0 
Connecting: 0 
Actuating: 0 
Controlling: 1 
Connecting: 1 
Actuating: 3 
During the whole 
project 
Controlling: 0 
Connecting: 0 
Actuating: 0 
Controlling: 0 
Connecting: 2 
Actuating: 4 
Controlling: 5 
Connecting: 5 
ctuating: 5 
Controlling: 1 
Connecting: 1 
Actuating: 1 
Controlling: 6 
Connecting: 8 
Actuating: 10 
On the horizontal axis of Table 4 the organizational culture types are cross-tabulated against the 
project phases (vertical axis). In each cell the intervention types are presented. This results in an overview 
of the numbers of interventions per phase and organizational culture that are related to project 
effectiveness.  
The main value of this table is that it provides a quick guide to anyone who may be interested in 
determining which intervention types seem to be related to which organizational culture and project 
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phase. It is thus possible, for example to predict that it is likely that one would need to implement 
actuating interventions during the initiation phase of a project that is being done in a family culture to 
ensure project effectiveness, whereas in a hierarchical culture it is likely that there need to be more focus 
on controlling functions during the initiating phase. On the other hand actuating interventions seem to be 
required in the execution phase in all cultures. 
5. Concluding remarks and recommendations 
This paper presents the findings of a study of which the aim was to firstly discover which kinds of 
interventions are used in projects to increase project effectiveness, and secondly how these interventions 
are related to the culture of the organization where the project is conducted as well as the different phases 
of a project. The first contribution is theoretical in nature and offers a first framework of intervention 
types that are used namely controlling, connecting and actuating interventions. These intervention types 
were cross-tabulated with types of organizational culture as well as project phase revealing certain 
patterns indicating that it is likely that there is a relationship between these concepts. 
There are some limitations to this study. The sample size was fairly small and consisted of respondents 
from the same organization. In addition the respondent worked on a variety of projects. Finally 
respondents were asked to share only interventions that contributed, in their view, to the effectiveness of a 
project. 
Recommendations for practice offered by this project are mainly a frame of reference useful for 
understanding what types of interventions are required and in which organizational culture and during 
which phase they may make the best contribution to project effectiveness. 
Recommendations for research consist mainly of two elements. Firstly that the intervention framework 
be tested (or validated) and further developed, since this investigation offers the first serious exploration 
of the use of interventions in projects. Bigger samples would be required. In addition further development 
would likely be fruitful if respondents working on similar kinds of projects participate, as well as other 
role players in projects in order to get a more balanced view.  
The second element is that the relationships that were revealed by the cross-tabulation need to be 
tested further. It might be specifically useful to also investigate which kinds of intervention do not 
contribute to effectiveness, as opposed to those that do as was the focus in this project. 
Nevertheless this investigation takes the first considered step in what would hopefully become a topic 
of more interest for future research projects since project managers inevitable need to apply interventions 
in projects.  
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